N : 4
Approved For Release 2001/11/01 ; CIA-RDP75-00662R000300030004-5
o S

Y 1 ¥ay 1950

STAFF STUDY
PRODUCTION OF NATIONAL INTELLIGENCE

PROBLEM

1. To provide for the more effective production of national
intelligence and to provide for continuwous surveillance of current
intelligence.

FACTS BEARING ON THE PROBLEM

2. Responsibillity for the production of national intelligence
rests with the Central Intselligence Agency. This respongibility derives,
in the first instance, from the National Security Act of 19T which
provides (Section 102(d)(3)) that the CIA shall "correlate and evaluate
intelligence relating to the national security, and provide for the
appropriate dissemination of such intelligence within the Government
using where appropriate existing agencies and facilities®,

3. Pursuant to the National Security Act, the National Security
Council issued a series of intelligence directives (NSCID?s) for the
guidance of CIA and the other intelligemce agencles, In these directives,
"intelligence relating to the national security" -- called "national
intelligence" - 1s defined, and principles to govern its production and

dissemination are established,
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. The National Security Council, with the assistance of the
Pullss~Jackson=-Correa Comittee, receutly re-examined, and specifically
realfirmed as sound, those provisions of the National Security Act
of 1947 and the NSCID's relating to nztional intalligance (NSC 50,
section 1 ¢ and S ¢). The NSC concluded, however, that the directives
have not been effectivsly cerried out, principally because there has been
vithin the CIA a confusion between responsibility for preducing national
estimates and responsibility for miscellaneous research and reporting
(NSC 50, section 5 ¢).

5. The NSC also reaffirmed the principle that the CIA should
draw upon the specialized intelligence production of the agencies in
order to prepare coordinated national intelligence estimates, and
declared that a procedure should bs adopted which would permit the
Director of Central Intelligence to take full advantage of departmentdl
opinion while retaining sole responsibility for the final national

intelligence product. (NSC 50, section 5 €).

DISCUSSION
6. Experience since the issuance of NSC 50 has indicated that the

quality of national intelligence sstimates has not substantially improved

ard that umwerranted duplication of affort as between the various agencies

has continued, This condition results in large measure from
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&, Continuing disagreement between CIA, on the one hand, and
i the departmental agencies, on the other, as to the meaning of national
intelligence;

b. Inadequacies of existing mechanisms and procedures for
production of national intelligence;

c. Continuing confusion within CIA between its responsibility
for producing national intelligence and its responsibility for
miscellansous research and reporting.

7. The definition of national intelligence given in NSCID-3 needs
further and more precise interpretation. It has not proved adequate as a
guide to operating officials, and it has been subject to varying interpre-
tationao' To resolve this ambiguity, the meaning of the term "national
intelligence" should be restated by the National Security Council, both
in terms of content and in terms of end use,

8. Revision of the definition, however, will not in itself insure
the production of authoritative national intelligence estinates reflecting
the coordination of the best intelligence opinion in the Govermment. This
can be accomplished only through the revision of existing mechanisms and
procedures, which are inadequate. They should be revised to insure that
national intelligence estimates reflect in every instance an integration of
the best intelligence opinion of the Govermment. Such an integration can
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be fully achieved only through a cooperative process of preparation in which
departmental contributions, oral and written, are synthesized and departmental
intelligence opinicn and advice, explicitly brought to bear at all stages of
production,

9, Continuing confusion within CIA between its responsibility for
national intelligence estimates and its responsibility for miscellansous
research and reporting can only be cured by an organizational separation
of the staffs carrying out the two functions. 4 special group should be
created in CIA to handle its national intelligence functions and, in
addition, the surveillance and dissemination of current intelligence required
by exscutives responsible for the formulation and execution of naticnal
policy. A separate office should be responsible for carrying out such
research and reporting functions of common concern as may be prescribed by
the NSC under the provisions of Section 102 (d) (L) of the National
Security Act of 1947,

CONCLUSIONS

10, The National Security Council should define national intelligence
in terms of both content and end use so as to provide a clear guide for
operating officials,

11, Existing mechanisms and procedures for the production of national
intelligence estimates should be revised so as to insure that such estimates

represent in every instance an integration of the best intelligence opinion

M

in the Government.,
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12, The staff within CIA responsible for carrying out the Agency's

national intelligence functions should bs ovganizationally separate from

the staff responsible for research and reporting activities cf common

concern,

RECOMMENDATIONS

That the National Security Council

a, Approve and issue the attached directive implementing the
conclusions of this paper,

b, Direct that the strength of the National Intelligence Group,
described in paragraph 5 of the directive, shall not exceed 100
officer and/or professional persomel, of whom not more than 20 may
be detailed by departmental agencles.

¢, MNote that after the accunulation of operating experience,
the Director of Central Intelligence, with the advice and assistance
of the IAC, will recormend to the NSC such modifications in the
strength and composition of the National Intelligence Group as may
be necessary.

d, Note that the Director of Central Intelligence, with the
advice and assistance of the IAC, will submit revisions of existing
NSCID's and DCID's required to bring those dirsctives into conformity
with the attached directive.
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NSC DIRECTIVE

Pursuant to the provisions of paragraphs {d) and (e} of Ssction 102
of the Nafional Security Act of 1947 and in furtherance cf paragraphs 5
and 6.a(2) of NSC 50, the National Security Council hereby authorizes and
directs the following readjustment of the fumctions amd organization of
the Intelligence Advisory Comnittee and of the Centrzl Intslligence Agency,
in order specifically to insure more effective production of rational
intelligence estimates and studiss, and to provide continuous surveillance

of current intelligence:

GENERAL

1. National intelligence is that intelligence required in the formu-
lation of policy at the national (i.e. supra-departmental) level, As
stated in NSCID-3, such intelligence inevitably "covers the broad aspects
of national policy and national security", and normally it "transcends the
exclusive competence of a singls department or agency or the mil:!.tazy
establishment", Regardlses of its content, however, intelligence used in
the formulation of national pelicy must have an inter-departmental basis,
i.8., it must embody departmental intelligence resources and bs subjected
to adequate safeguards against bias, Strictly political or strictly
military intelligenc; estimates, for example, should be considered as
national intelligence in those cases where such estimates are required
in the formulation of policy at the national level.

g
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Because naticnal intelligence serves as a basis for the formulation
of policy at the natlonal level, it is sssentidl that it represent in every
instance an integration of the best intelligsrce opinion of the departments.
Such an integration can be fully achisved only through a cooperative process
of preparation in which departmental contributions, oral or written, are
synthesized and deparf‘mentel intelligence views are explicitly brought to
bear at all stages ¢{ production. Intelligence which has not been so

produced should ooy be disseminated as national intelligence.

INTELLIGERNCE ADVISORY COLMITTEE

2. Comprsition
In orver to facilitate the effective functioning of the IAC, the
Director of Central Intelligencs; the intelligence chiefs of the Departments
of State, Arm,, Navy and Air Force and the Federal Bureau of Investigation
shall each designate & qualified individual who shall be on full time duty
at IAC headquarter: and who will be the representative of his agency in
matters covered b this directive not requiring the action of the head of
his agency. Th: Director of the Joint Intelligence Group and the Director
of Intelliper.e of the Atomic Energy Commission may designate such representa-
tives if they so desire, The representative of the Director of Central
Intelligence shall concurrently be head of the National Intelligence Group
(hereafter described).
3. Mission
2, In addition to its existing functions, the mission of the IAC
with respect to national intelligence shall be

Sl
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(1) To initiate timely national intelligence requirements
to cover future foreseeable needs for national estimates
and studies of a continuing, recurrent, or emergency
nature, such requirements to be recommended to the ICI
for preparation by the National Estimates Staff
(hereafter described).

(2) To advise the ICI as to the desirability and feasibility
of national estimates and studies which he magy initiate.

(3) To review drafts of national estimates and studies
prepared by the National Estimates Staff and resubmit
then for modification or clear them expeditiously for
congideration by the DCI by vmanimous councurrsnce or
with record of substantive dissent by individual members.
A1l issuss under review on which dissent is pending shall
be considered by the assembled IAC,

(4) To maintain contact through the Chairman, IAC, with the
NSC staff and national planning agencies of the Govern-
ment in order to be cognizant at all times of contemplated

high level negotiations, plans or projects which should be
soﬁndly based on national intelligence estimates,

(5) To maintain close limison with the Joint Intelligence
Committee in order to coordinate the projects for
estimates in the two committees and to insure the
integration of appropriate parts of national estimates
with joint estimates,

>
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b, In addition to the functions outlined above, it shall be
the mission of the IAC

(1) By keeping under continuing review all critical current
inteliigence, t© be preparsd to draw nationally significant
conclusions therefrom, if an emergoncy threatens or
prumpt executive action is indicated. Such conclusions
shall be reconmarded without delay to the DCI for
immediate transmission to key exescutive officials,

(2) To recommend o the DCI the nature and specifications
of periodic current intelligence summaries and reports,
centrally prepared and appropriately edited, required by
executive officials responsible for national policy.

(3) To recommend to the DCI the preparation of specilal
intelligence products in recognized fislds of common
interest.

(L) To be responsible for the conduct of all discussions
with forelgn intellipence agencies respecting the formula
tion of combined natiomal intelligence estimates and
the preparation, in collaboration with foreign intelli-
gence agencies, of such combined sstimates,

k. Lecation
The permanent headquarters for deliberations of the IAC shall be
conveniently loc:ted with respect to the National Intelligence Group (here-
af'ter dascribed) and its facilities. The housing and facilities for both

St
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the IAC and the National Intelligence Group shall be provided by the CIA,

NATIONAL INTELLIGENCE GROUP (NIG)

5. Composition |
The National Intelligence Group shall be estsblished as an

organic part of CIA, It shall consist of a National Estimates Staff and
Current Intelligence Staff., A part of the professiond and all clerical
personnel of the Group shall be provided by CIA. A proportion of the

professional personnsl shall be provided by detail from departwental

agencies for duty with CIA; each individual so detailed shall be acceptablas

to the DCI and responsible to him, The DCI shall provide the necessary
persomnel authorizations as well as reimburssment for civilian personnel

assigned, He shall also provide spaces for assigned military personnel

which will be additional to the personnel aubhorizations of their respective

service intelligence agenciss,

NATIONAL ESTIMATES STAFF (NES)

6. Mission
The National Estimates Staff shall:
2, Break domn intelligence requisitions initiated by ths IAC

into component requisitions upon the seversl depar tmental agencies and

CIA for their appropriate contributions of intelligence material, giving

clear specifications as to the nature and scope of material required
and deadline dates for completion.

;M
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b. By evaluation, analysis and synthesis of intelligenoce
eontributed in sppropriate form and content by the several departmental
intelligense agencies end offices of CIA, prepare drafts of national
estimates and studiss,

8. Presmt draft estimates and studies for consideration of the
meobers of JAG prior to formsl review by that body. Rapresentatives
of the National Estimates Staff normally shill be present when the drafts
are considered by the IAC and shall be authorized to furnish ordlly
sdditional reasoning or fectual knowledge in support of statements or
conolusions incorporated in the drafts.

d, From oritical information received from the Current
Intelligence Staff or any other source indicating the need for
tinely exscutive action on any scale, prepare crisis estimates for
prompt suhmission to the DCI and the IAC,

[ Periodically report to the DCI and the IAC on the adequacy
and oompleteness of available information required in the preparation
of national estimates.

£. Collaborate with the Cirrent Intelligence Staff in order to
insure that estimates and studies reflsct the most recent, eveluated,
cwrrent information, and contra~wise, that the reasoning of current
intelligence publications is not inconsistent with well-confirmed
long-range intelligence.

/.!‘._g.—
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CURRENT INTELLIGENCE STAFF (CIS)

7. lission
The Current Intelligence Staff shall be organized and staffed
to effect
&. The prompt and systematle receipt, surveillance, and
appropriate situation room display of all radio, wire and ot herwise
rapidly-dispatched current information received in all agencies avd
departments of the Government which mgy be of significance in the
preparation of current intelligence required by executives responsible
for the formulation or implemsntation of naticnal policy,
b. The conduct of a 2l-hour watch on incoming information with
provisions for immediate alert of the DCI, NIG and the members of
the IAC upon the indication of eritical or emergency situations
which might require the preparation of crisis estimates or timely
executive action on any scale,
¢. The identification and preparation of ™hot" information obtained
by offices within CIA or from other sources for dissemination by ths
DCI if in his opinion it is of sufficient importance and urgency to be
furnished without delay to the President, the msmbers of the National
Security Council and the IAC.

#
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d. The preparation and dissemination, under ths sole responsibllity
of the DCI, and with speed appropriate to the spparent significance of
the information, of periodic current intelligence summaries patiterned
to the neads of the exscutives responsible for the formulation or
implementation of national policy. To the extent practicabls, the
material in such summaries which is of predominant interest to a
mamber agency shall be coordinated with that agency.

e. The operation of an intelligence situation roon designed
to serve the needs of the above~mentioned executive officials and
their prineipal assistants, the IAC and the Natlional Estimates
Staff,

MISSIONS OF
DRPARTUENTAL AGENCIES XRND CENTRAL INTELLIGENCE AGENCY
(with respect to national intelligence)
8. Departmental Agencies

The several departmentdl agencies of the IAC shall .

8. Furnish uwpon requisition of the National Estimates Staff,
within the deadline dates preseribed, appropriats intelligence in
form and content as required by the NES to provide for the national
intelligence projects initiated by the IAC.

b. Be prepared to meke oral presentations in the NES in support
of their respective intelligence contributions at their own request or
when requested by the NES.

- N i,
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¢. Furnish to the CIS in the most expeditious manner possible
all radio, wire and rapidly-dispatched current information of possible
slgnificance to the current intelligence mission of the CIA, In this
category of information should be included the intelligence content
or implications of operational messages,

d. In the event that intelligence studies in subjects of
primary interest are prepared dspartmentally which have the
characteristics of national intelligemce and are intended for
dissemination above departmental level, thsy shall be subjected to
the reviswing procedures of the NES arxd the IAC in order to obtain
the imprimatur of "naticnal intelligence'’,

s. In the choice of personmel to be detailed for duty with
the National Intelligence Group, nominate individusls of highest
professional qualifications,

9. Gemiral Inbelligence Agency

&, A1l offices of CIA having intslligence resources shall
oontribute to the requirements of the NES and the CIS in acoordance
with the sam principles as Federal agencies outside of CIA,

b, Intelligsnes offices of CIA, other than the National
Intelligence Group, shall be restricted to the production of
intelligence prescribed in paragrephs (i) aud (5) of Section 1024
of the National Security Act of 19L7. '

¢. Intelligence studies prepared under Paregraph 9.b, above,
if of a charecter to be employed as national intelligence, must have
passed tlrough the reviswing procedures of the NES and the IAC
before being designated ™national intelligence®,

_ et
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10, Respansibility of Director, Central Intelligence Agency, and
Heads of other Fedsral Intelligence Agencies,

&. DBy virtue of the mission assigned in the National Sacurity
Act of 19147" to the ICI to produce intelligence rolated to the national
security (defined by the National Security Council as "national
intelligence®) employing as far as practicable the resources of
existing agencies, and his mission to coordinate intelligence
activities to this end, the DCI is primarily responsihle for the
implsmentation of this Mrective. His available means are the
coordinated and integrated resources of departmental intelligence
agencles of the Government and of CIA itself.

b. The other members of the IAC are responsible in no
less degree than the DCI, however, in their obligation to support
with their full rescurces the mechanism set up in this Directive
to accomplish national intelligence objectives. Thus, whils the

integration of talent and intelligence resources for the production

of national intelligence as prescribed in this Directive is a coordinating
finction of the DCI, the responsibility for making available ths talent
and resources is common to the heads of all agencies. Until the
emergencs of a national estimate or study from the IAC, collective
responsibility is inescapable under the Act of 1947.

-4
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¢. The full statutory responsibllity of the‘mI for the
production of national intelligence becomes operative only when
the heads of Federal intellipence agencies have discharged their
obligstions, as herein described, and final drafts of national
estimates or studies are recommended by the IAC to the DCI. From
that moment the DCI alone is responsible for the final approval
and dissemination of natiomal estimates and studies, |

d. "Bational intelligence” therefore is limited to intelligence
estimates and studiss which have pasaedthroughﬁheﬂﬁmﬂtberwﬂsﬁng
procedures of the IAC and have bean disgseminated under the final
responsibility of the DCI: provided, howewer, that such national
intelligence shall not be disseminated without a statemsnt indicating
concwrrencs of the members of the Imtelligence Advisory Committee or,
when there is a non-concurrence, a statement of substantislly difforing
opinion. In the event any IAC meuber fails to act in the preparation
of, or indisate his spproval or dissent with respect to, a national
estimate or study, the DCI may proceed with its dissemination in
accordmice with his responsibdlity.
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